Five Stars Food
Egypt Distribution Strategy Report
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1. Purpose

This report sets out a practical and defensible distribution strategy for Five Stars Food’s wheat flour
business inside Egypt, based on the confirmed operating footprint of:

¢ 2 milling plants in 6th of October
¢ 1 milling plant in Suez
It is designed to answer four management questions:
1. How should Five Stars organize distribution inside Egypt?
2. Which regions should each plant serve?
3. Where are the main competitor strongholds?

4. What should Five Stars do first, and what should wait?

2. Executive summary

Five Stars already has a stronger starting footprint than a new entrant because it is physically
present in both the west/core corridor (6th of October) and the east/canal corridor (Suez). That
gives the company a credible base to serve the two most commercially important private-market
zones in Egypt: Greater Cairo / Giza / 6th of October and the East Delta / Canal corridor. This
matters because Egypt’s flour market is large, price-sensitive, and increasingly influenced by private-
sector mills with strong logistics and wheat sourcing capabilities. USDA projects Egypt’s wheat
consumption at 20.3 million metric tons in MY 2026/27, with 12.5 million metric tons of imports,
while private-sector wheat imports represented 60.3% of total imports from July 2025 to January
2026.

The recommended model is not to build a costly national network immediately. Instead, Five Stars
should run a two-hub operating model:

e 6th of October as the primary commercial and western distribution hub
e Suez as the primary eastern / canal distribution hub
From those two hubs, Five Stars should prioritize:
e direct coverage of industrial food manufacturers
e direct coverage of large and medium bakery accounts
e selective use of regional distributors for fragmented bakery and retail channels

e gradual expansion westward into Delta and Alexandria only after route economics and
customer density are proven

This is the most practical approach because Egypt’s retail food market is still dominated by small
local grocers, which represented more than 50% of retail sales by value in USDA’s 2025 Retail Foods



Annual, while the private bakery and food-processing sectors remain the most commercially
attractive channels for a mill seeking higher-quality, service-sensitive customers.

The company should not begin with a broad low-margin retail rollout or a full national distributor
network. The more defensible path is to first dominate the corridors where its footprint is strongest,
then add carefully chosen cross-docks or regional distributors only where scale justifies them.

3. Strategic context

Egypt is not one uniform flour market. It is a large, structurally import-dependent wheat market with
a strong state-linked legacy milling system, but also a growing and commercially important private
milling layer. USDA reports that private companies import wheat for milling higher-quality flour used
in baked goods and pasta, and that private mills are increasingly important in commercial segments.
At the same time, Prime Research’s Egypt milling note shows that private mills have penetrated
some regions much more heavily than others, with the heaviest pressure in Greater Cairo, while
several listed regional mills still retain stronger positions in their home territories.

That creates a clear implication for Five Stars:
e success will come less from “selling everywhere”

e and more from winning the right channels in the right corridors

4. What Five Stars’ current footprint means

The company’s footprint changes the distribution logic materially.
6th of October

The two October plants place Five Stars in one of Egypt’s most commercially important flour zones.
This location is well suited to serving:

e Greater Cairo
e Giza

6th of October industrial zone

nearby large bakeries and food factories
e western access into parts of Delta

This is especially important because public competitor data shows that several strong private-sector
players have chosen the same broad corridor. For example, Egyptian Millers is in 6th of October, Al
Nada has a 6th of October production branch, and both Arabian Milling and Egyptian Swiss use
nearby eastern industrial cities as major production and distribution bases.



Suez

The Suez plant is strategically valuable because it gives Five Stars a genuine eastern operating base,
which many competitors do not visibly match with the same clarity. It is the natural source point for:

e Suez
e Ismailia
e Port Said

e Canal corridor customers
e parts of Shargia and East Delta where route economics are favorable

This matters because competitors are concentrated in 10th of Ramadan, Belbeis, Borg El Arab, 6th
of October, and Upper Egypt, while Suez gives Five Stars a potentially stronger service position in
the canal and eastern corridor. That is a strategic assessment based on competitor location patterns
and the company’s confirmed footprint.

5. Recommended national distribution model

Recommended model: two hubs, not a national sprawl
Five Stars should adopt a two-hub distribution strategy.
Hub 1: 6th of October
Role:
e national commercial center
e primary production source for Cairo/Giza/October
e main service base for industrial accounts
e control center for pricing, key account management, and route planning
Hub 2: Suez
Role:
e primary eastern distribution hub
e service base for Suez / Ismailia / Port Said / canal corridor
e backup support for East Delta opportunities
e regional profit center with dedicated sales ownership
What not to do now
Five Stars should not immediately invest in:

e alarge Alexandria depot



e alarge Delta warehouse
e asouthern depot in Assiut
e abroad national distributor structure

Those can be considered later, but only after volume and route density are proven.

6. Regional strategy

A. Greater Cairo / Giza / 6th of October
This should be the number one priority region.
Reasons:
e largest commercial opportunity
e highest industrial and bakery density
e closest to the company’s strongest existing footprint
e strongest ability to serve direct accounts efficiently

CAPMAS population figures reported in April 2025 showed Cairo at 10.4 million, Giza at 9.7 million,
and Qalyubia at 6.3 million, making this the single largest demand basin in the country.

It is also the most competitive region. Prime Research found that South Cairo & Giza Flour Mills was
the listed mill most heavily pressured by private mills because it was competing against 18 private-
sector mills, while North Cairo was also under pressure. That makes Greater Cairo the most private-
sector-penetrated flour zone in Egypt.

Recommended play

e direct sales to industrial food manufacturers

e direct sales to major bakery and patisserie accounts

e direct handling of top wholesalers

e selective distributors only for fragmented bakery and traditional trade tails
Practical conclusion

This region should be managed as Five Stars’ home market, not just one region among many.

B. East Delta / Canal corridor
This should be the number two priority region.
It includes:

e Suez



e Ismailia

e Port Said

e parts of Shargia

e parts of Dakahlia and surrounding eastern flows, depending on route economics

This region is attractive because it combines meaningful population and industrial demand with
direct service potential from the Suez plant. Shargia alone was reported at 8.1 million residents in
April 2025, making the eastern corridor commercially significant.

The main competitive pressure here comes from:
e East Delta Flour Mills as the legacy regional incumbent

e private players in 10th of Ramadan and Belbeis, especially Arabian Milling, Egyptian Swiss,
and Al Nada

Recommended play

e Suez should lead this region

e direct coverage for major accounts

e controlled distributor network for fragmented demand

e stronger service-level promises than west-based competitors can economically offer
Practical conclusion

Five Stars should treat Suez as a real growth platform, not a secondary plant.

C. Central / West Delta
This is important, but should be approached in a more measured way.

The region benefits from large population centers such as Gharbia, Menoufia, Kafr El Sheikh, and
parts of Beheira, but it is operationally broader and more distribution-intensive than Cairo or the
Canal corridor. CAPMAS-related figures cited in April 2025 placed Beheira at 7.0 million, Gharbia at
5.5 million, and Menoufia at 4.8 million.

Historically, this area has been associated with Middle & West Delta Flour Mills, and Prime Research
described several listed mills outside Cairo as still relatively protected in their coverage areas
compared with Cairo’s much more competitive market.

Recommended play
e serve initially from October
e use a distributor-led model
e keep direct coverage only for selected large accounts
e consider a light cross-dock later only if volume justifies it

Practical conclusion



This is a phase-two expansion zone, not a day-one fixed-cost zone.

D. Alexandria / West / Borg El Arab
This is an important region, but not where Five Stars has the strongest natural footprint today.
The main visible competitors here are:

e Alexandria Flour Mills

e Egyptian Swiss in Borg El Arab

e Arabian Milling in Borg El Arab

e potentially ECGM through Sadat-linked western reach

Egyptian Swiss states that its Borg El Arab line produces 600 tons/day, and that its multiple locations
help it serve more ports in north and east Egypt, with large wheat and flour storage. Arabian Milling
states that each of its Borg El Arab mills has 900 tons/day of wheat milling capacity.

Recommended play

e test large direct accounts selectively

e use strong local distributors for broader spread

e postpone major fixed distribution investment until economics are proven
Practical conclusion

Five Stars should enter this region with discipline, not with heavy upfront infrastructure.

E. Middle Egypt
This region is meaningful but should be approached selectively.
It includes governorates such as:

e Fayoum

e BeniSuef

e Minya

e Assiut

Population remains substantial: Minya 6.5 million, Assiut 5.2 million, Fayoum 4.2 million, Beni Suef
3.7 million in the April 2025 figures cited from CAPMAS-related reporting.

The legacy regional player is Middle Egypt Flour Mills / Central Egypt Flour Mills, while private
pressure is more visible around Assiut, especially from Horus Gain. Prime Research suggested that
Central Egypt was still less exposed than Cairo to private-mill pressure, though not immune.

Recommended play

e no broad rollout initially



e target selected industrial and bakery accounts
e use direct service only where margins justify freight

e add a service node later only if southern volumes grow materially

F. Upper Egypt

This should be the lowest immediate priority for broad expansion.

The legacy incumbent is Upper Egypt Flour Mills, which has a wide southern operating network. A
milling industry report described it as operating 19 modern cylinder mills across Sohag, Qena,
Luxor, and Aswan, plus central silos.

The strongest visible private challenger is Horus Gain, which publicly states 1,100 tons/day of 72%
extraction flour and 55,000 tons of wheat storage in Assiut.

Recommended play

e only pursue large strategic accounts

e no broad regional rollout from current footprint

e no heavy southern infrastructure until a full business case exists
Practical conclusion

This is a later-stage selective market, not a first-wave expansion market.

7. Recommended channel model

Five Stars should use different channels for different customer types, not one channel for the whole
country.

Channel 1: Direct key-account distribution
For:

e industrial food manufacturers

e large bakery groups

e major wholesalers

e strategic chain or institutional buyers
This should be the main model in:

e Greater Cairo

e 6th of October

e Suez/Canal



e selected large accounts in Shargia and Alexandria
Channel 2: Controlled regional distributors
For:
e fragmented smaller bakeries
e secondary cities
e traditional-trade packed flour
e outer regional coverage
This should be the main model in:
e Delta
e secondary East Delta cities
e western expansion zones
e long-tail provincial demand
Channel 3: Opportunistic long-haul supply
For:
e selected Middle Egypt and Upper Egypt accounts
e accounts with enough size or margin to absorb freight

This should remain tightly controlled.

8. Competitor implications for distribution
The competitor pattern supports this strategy.

In Cairo / October

Five Stars faces the heaviest concentration of private competitors, including Egyptian Millers, Al
Nada, and nearby competition from Arabian Milling and Egyptian Swiss. This means the company
cannot rely only on capacity; it must win on:

e service speed
o reliability
e technical performance
e account management
e route discipline

In Suez / Canal

Five Stars has a more defendable operational angle because the Suez location can provide route and
service advantages eastward, while many visible competitors are anchored elsewhere. This should



be used aggressively. That is a strategic inference from competitor footprints and your confirmed
asset base.

In Alexandria / West

Competitors such as Egyptian Swiss and Arabian Milling have visible western physical advantages,
so Five Stars should not over-invest there too early.

9. Recommended rollout sequence

Phase 1: Defend and dominate the natural footprint
Focus:

e Greater Cairo

e Giza

e 6th of October

e Suez
e Ismailia
e Port Said

e core East Delta / Shargia corridors
Objective:
e maximize volume and margin closest to current assets
e build direct-account density
e create route discipline and stronger service reputation
Phase 2: Controlled extension
Focus:
e Central / West Delta
e Alexandria / West
e wider Shargia and Delta flows
Objective:
e expand through selected distributors and a few large direct accounts
e avoid premature fixed-cost expansion
Phase 3: Selective southern growth

Focus:



e Middle Egypt
e selective Upper Egypt accounts
Objective:

e test economics before building infrastructure

10. Implementation priorities

Management should direct the commercial and supply-chain teams to build the following within the
next planning cycle.

A. Territory split
Create two accountable sales territories:
e West/Core Territory
o0 led from 6th of October
0 covers Cairo, Giza, October, selected Delta and westward expansion
e East/Canal Territory
0 led from Suez
0 covers Suez, Ismailia, Port Said, Canal, and selected East Delta / Sharqgia expansion
B. Customer segmentation
Classify all customers into:
e industrial
e large bakery
e medium bakery
e wholesalers
e distributors
e retail packed flour channels
C. Route economics model
Build a weekly delivered-cost model by corridor:

October to Cairo/Giza

October to Delta

October to Alexandria

Suez to Canal

Suez to Sharqia



Suez to Delta east

long-haul routes to Middle Egypt

D. Distributor selection framework

Appoint distributors only where:

route density exists
credit discipline is acceptable
exclusivity rules are clear

service levels can be enforced

E. Service-level policy

Define target delivery standards by region:

next-day for core October/Cairo/Giza accounts
next-day or 48 hours for Suez/Canal
48 hours for controlled Delta zones

longer windows only for selective long-haul accounts

11. Management decisions required

To move this strategy into execution, management should approve:

1. the two-hub national model

2. the territory split between October and Suez

3. direct-account priority over mass retail rollout

4. adisciplined distributor policy

5. aphased approach to Delta, Alexandria, and southern expansion
6. aroute-profitability dashboard before any new depot decision

12. Final recommendation

The most solid and practical distribution strategy for Five Stars Food is:

Use 6th of October to dominate the west/core market, use Suez to dominate the east/canal
market, and expand beyond those zones only where account density, route economics, and
channel control are proven.



This strategy is defendable because it aligns with:
e Five Stars’ existing physical footprint
e Egypt’s large but regionally uneven demand structure
e the continued dominance of fragmented traditional trade in retail
e the stronger commercial attractiveness of direct bakery and industrial channels

e and the regional competitor patterns visible across Cairo, Delta, Alexandria, and Upper
Egypt.



